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ABSTRACT ‘ y ; -

This booklet was de=1gned tc help supervisors with
employee training problems. The" problems may relate tc upcradlng job
knowledge and skills or other training areas. The supervisor can - ~

~share the training workload with fellow supervisors,'theﬂlarger o
organization, and the personnel officer. Knowledge ¢f an enthusiasm
-for the training sukject will also aid his. The supervisor needs to
observe, analyze, and measure employee producticn and to determine. .
vhat is expected of employees before he can train tcnard ¢ defined
level, He attempts to select methods ccnscrant with ‘the trainee's
~background and abilities. The supervisor makes rough trairing fglans,.
.invites appropriate input, and them drass ugp spec1f1c training glans.
‘His on-the-Jjob tralnlng methods follow four stegs: prepare,” tell,
show, and follow up. The supervisor- joins tﬁalnees in making the
training worthwhile, and he evaluates dorlng and fcllowing tra1n1ng
to measure training effects.,The supervisor aﬁ%lsts emplcyeées in
developing insight to cope with change. Emplcyee skills training is
necessary, but supervisory train;ng is justfas pecessary. Personnel
. management areas, valuable in supervisory training, incluée eQual
" employment opportunlty, labor-management relaticns, etc. The tra1n1ng
‘'quantity and quality is largely dependent on the superv1<cr' :
leadership. (CSS) . _
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Many of the problems you faee every day mey
relate to training and the neéq 4
# give new emplovees the rrght start
®_upgrade the skills of ;drrenfemployees
.. @ donew types.of work, - !
e deal with employees who need to rmprove ‘
work atxrtudes K 3 Yo
- @ help employees reach their po\entral
o avoid undesrreble turnover, : \ L
0 rmprove job knowledge, o o
® reduice costs by doirig tﬁrngs betters. +
°

- "and understand how to be a good super-‘
'vrsor 4

.t Training is 8 matter. of effectrvely and effr-
, "'%\cgnt/y helping people learn: what . they need to
" know. Training your people- so- that they can do °
© . their work satrsfactorrlv is essentral to achieving the
‘goals of your unrt It is part of your JOb

o sharmg- the worlrload -
| But you don thave to da it all yourself Much
| ‘ /- of the trainirg.that- the people in your unit need
U S . may be-conducted by the larger organization you
L " work for .. voursectlonirdwrsron or service.
o u" ""I'Jlr‘,‘l‘:“’é: :’.. 4.‘- ‘ “ ‘ ‘1/ Some Of your inir ' ’ :'
. . u‘ammq pmhlems L . shared with your fellgw supervrsors in other ways.
- i " How this is done dépends on what-your station
- e ) -Trarnrng and Deve[opmentCommrttee has arranged.
e ', ‘ T You wilk also receive dssistance from: your
I you are a new supervrsor You may have Personnel Officer. .. including mformatron about

-~ already ’begun to suspect that supervisors have how to |dentrfy tramlng needs, how to determine
problems, If you have been a supervrsor for :some-. the cost and value of training, and how to meet .

e

4 l

 time, you know that they do. o S any technical requrrements |
vt 1 ) .\ A '
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When you do your own tralnmg, remember

’

!

the most importark things you need are-

knowledge of what yourare teaching. . .and |
. enthusrasm for your subject
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Q'klrnrledge af enlbosizsm .

»
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' Any sypervisor can develop these. After that,
the rest will be easier than you might think. Keep

" some of thee tipsinmind. .. \
' “Training is ofteri proposed when a problem

_has arisen, But look a little closer. /s it really a

N training problem? Oris it a matter of—
Lack of equipment,

‘' Inadequate space, - o

Poor communication,

. Bad methods,

: Employee relations? ‘
Remember that training is o magic potion.

~It's not always the only ahswer. it's not always the .

best answer It may not even be the answer,

[

0 lrammg can pay oﬂ

It rs |mportant to tram where the trarmng is:
needed It is just-as tmportant to train where the
trau:nng will. pay off. There are twp starting points.

® What are the tasks that your employees

have to do, and how well must they do them? -

. ,.,-"‘"'“‘h How "well are the employees"domg these -

\ 4k

'l

- what you Are geft* ing—is the area of trarmng negds.

Qbservatron and analysrs can help you make this |

determmathn Management requests, personnel

. records, réports on work done ~and Iong range plans o

can also provide srgnals N

A gap‘between the two-whatrs expected and - .
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,f/ You' should train toward a level from which
the trainee. can advance to what is expected.
brofucnency should,| of course, improve with experi- .
nce. Having determlned the training needs, the

o Cod -
E i;“ /\/ next steps are to identlfy to the extent you can~

L. )& Inspecific terms what you want to train’
- | / the employee to do and

s /

do to demonstrate that he or she can do it,

R 2N

.f.chot's_inq an approach "

%

tramung Find out the relative advantages of differ-

ent trammg methods such as— - ,

"o In measurable terms what the trannee must ‘
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- On-the-job tramlng
Prepackaged courses
Workshop
Coaching
Job rotation-
Lécture '

‘Conference
Programed instruction
. Individual study
- Observation
" Demonstration
~ Roleplaying
“Or.several of these.

E

In *selecting methads, consider carefully the =

background and ability of your trainees. Can they
work at the same speed, or do you need to choose
tramlng that each cah follow lndepengently at his or
her own pace? Bear in mind that trainee differences.
require trainer flexibility.

‘0 plannmg

*
-
b

Prepare a rough training plan one that
answersthese questloris— co
Who? "
-What?
Where?'
When?
How? =

"Obtain input from your own superwsor your

. ;

o  own employees, and anyone else you feel might be
Select the best approach or approaches to

- helpful. Sometimes trainees can help plan tralnlng

Ask tralnees ‘questions about their jobs. “Their -

answers can clanfy theur ‘needs and also motivate



' o=’
. . them for tramlng Course content can also reflect
 research,. your own expenence and the experience
of others. ' o ;
¢ Decide on the hest schedule the most
practlcal training technlques the use of vistal and
other alds and appropriaté training facilities.

V

[ ] N 5

! Draw up your actual training plan so that

. students wilt identify with real-life solutions to
problems as they are motivated by the tralnlng
process. : :

’-oon-the-'iobvlrainilig |

T
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o fhe formla -+~ -

Prepare ' e
. Tell '\“ '
:“ Show o
" Followuwp”

/ At the same time, show your students you are
interested " in your sub]ect and in their progress.
’.Recognize good work. Your comments should be
appreciative but honest. Do not ncourage slapshod
performance. .

You can help employees develob initiative by
discussing with them upcoming tasks and how to

handle them. You can help them perfarm by raising -

questnons they can answer

Whatever trammg .dpproach you do choosé
always apply thls formula—

»

“TRAINING - TEACHING + EVALUATION .

-

" Whether you work with a group or one to
one, you and the trainees. must join togéther to -
make training worthwhile. In fact, good traininflis a
cooperative wenture. Top, management, t
line employees, and the trainee all contribu

goals and achievement as well"as in their own
or. techniques. You, the trainer, can:show

relevancy of orgamzatlonal and trainee goals

aff and. -
 to the

" status and direction of training. And . thlS effort
‘,helps stimulate trainees’ interest in orgamzaﬁ;



as passing tests solvmg cases, or performlng tasks
~In addition, you have to follow up afterwards fo
to make sure “it's getting through " You do this by " make sure mt; is put into practice. Most peo|
using thé measurements you previously aete[mmed; , think trammg ends when they have.learned to
| s woyuld ded:onstrate that learning has occurred—such the job. But effective training musr also emphas:ze
IR ST N g ~. ,  the needto think.. o
- . , , IR :( " People need to know the “why” behind
. L - things” They néed to kiow: the relationships . be-"
tween what they are domg and what others are

dom e R

. L ’
L ‘
® developing msight o
N o r7
They need to develop the kmd of ln3|ght that
will enable them to'deal with change
" Use_of such training tools as roleplaying,
snmulatlon buzz sessions, andgu:ded discussions can
" help,, Some straight lécture or panel dlscussmns can,’

provide data on how. trainees fit mtd thelr orgamza-
#tlons and let them know thev count

v

d

_ @ sils traning

I fyou are like most supervisors, you can see
the reason for training your people, especially in
. . - - their technieal functions. .

J [ S - - You have to do this type of training. Other-
{ - W ~ wise the need for |tw|II show,




E K ) ) ... S . .
-You might not be quite so interested in*

... supervisory training. . either for yourself or (ife
/ ~ Yyou're at a higher level) for the supervisors under
& ) *vou However, superwsary training is /ustas neces- -
' You know, of coufse that certam amounts of.

* -superwsory training. are réquired for new firstline

| slxpervnsors .40 hours in the first 6 months and 40
~# more ‘wighin the next /iear and a half. '

Geﬁerp/l supenifsory trammg has to do wun
~ those sk}lls /and knowledges required._jn pra UCB”T
all supervisory. * positions regardless ; of tec nical
funcqon When you thirik about it, no matterwh e
you- WO , you probab ee to know' rnpre
alX)l.lt-L r e

Personnel managernent areas such as equal‘
employment opportumty and Iabor-manaqement_

relatnons o . T e
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Prmcn les and methods of co mumcatmn ~
Motw ion and human behavior~
_ Planmngtomatchremployees wnth’]ob re lﬂre- Y L , ,
o ments . % A e e

i Baslc supervnslon and managementtheon ‘ fyou readlwslon or service chief— ’ o
K ‘ﬂon(’:epts ofoorgamzation 'formal ‘and e ., Malge a tentatlve analvms of your training

Sy s formhal o A eeds o
SR .-" e Problemsolv:ng and decnsnonmaklng )C' k Ik -your sutuatton over wnth your Personnel
1 Meéns ‘of evaluation, . b ﬁ"\ Offlcea‘ '
SN *Using; rsonnel managementfto achieve oost ¥ Work out'a plan for th stnctlv technlcal
, ““reduction” nd d o' nmproy( the qualrg,{of Iife i in- ﬂ\e' tramﬁngyour people need. . S
o work place \ L " .And with the help of the Personnel Ofﬁcér. |
N ; e o ‘ Co | and the Training and Development Commlttee
o s e " prepare a schedule for participation in other kmds R
AII nght Coote e e of general tralmng TR PR
' You rq/cdwmced" R (‘)‘ AR DA
I A- L ‘: . /r ‘

S hat ot doyou do sboutit il v OIHour ﬂoss s clnel

- . ‘.. -. ',) . ".2 ( ”

L T Ve

v e

o If you re WOrklng under-a division or serwce
" chief, get together and talk things over—

' ‘ Gather the facts you need. . o
4 Obtain as much input as posslble Setupa
/" training schedule fitted to your work situation. .
e Stlck toit. B




' Ieadershlp personal interest, ,
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‘A few words(for ﬂ%ose at the top—-The

 quantity and quality of training af y6ur station are

pretty mueh Yetermined by-the extent of your OWn
*and. support. It's
an area where one ounce of examp/e IS worth

'pounds of memos Lo S

- v .
—_— L. 1

-
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: wit

“are worth developmg v

%nsqpeivnsory, shows all vou employees— |

That they. are importa

That their work 15 |mportant

tential to move upward

b'out |gh ]evels of effucuency

b1

.

e whose skills

\

_ ,That management wants to assust employees "

ot

L4
'.s'

- .
at management is mterested in brmgmg o
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| Effectlvetralmnghelpfastatmn operateeffec- ) oo c
©tively, | LR .
. Supewlsory Ieadershlp can produceand mam o SO | S !
T talnuseful training programs. . . . SR
- Trajping is 3 kevstone mvestment that can pay
blg dIVId ds~ - 7.
To trainees. . -
. To yoursta_tlon..;" L.
i To the whole VA, .. S
‘And most important, to those they
serve~veterans and their families. -
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